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| NTRODUCTI ON
THE PURPOSE AND APPLI CATI ON ON THE GUI DE

Thi s volunme provides guidance in the use and application of project managenent
techni ques and the assignment of project nanagers in the Public Buildings
Service (PBS). It is primarily concerned with the application of project
managenment procedures involving PBS capital projects having a construction
value of $10 million or nore. However, the concept and principles of project
managenment can be applied to all regional projects and should be fully
integrated into each regi onal managenent structure, business process, and
operating procedure.

BACKGROUND

Maj or facility acquisition and upgrade projects require significant invest-
ments of General Services Adm nistration (GSA) resources and result in |ong-
termcommtnments to the housi ng of Federal agencies. To a | arge extent, they
define the i mge and presence of the Federal Governnent in the communities
where they are | ocated.

The successful devel opnent and delivery of such projects requires that
all of the PBS organizational elenments involved be directed and coordinated in
an uninterrupted flow of project-related activities. In both the central and
regi onal offices of PBS, these el enents have been segnented primarily in terms
of their functional activities (e.g., planning, real estate, design, construc-
tion, contracting). For capital projects, each of these functional organiza-
tional elenents in the regional offices is responsible for one or nore phases
of project devel opnent and delivery (e.g., space progranm ng, site acquisi-
tion, construction). This type of organizational arrangenent and project
devel opnent sequence places a
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demand for increased nmanagenent effort on both the Assistant Regional Adnm nis-
trator for Public Buildings Service and the director-Ievel incunbents of PBS
functional offices to ensure the achi evenment of project goals and objectives.

The techni ques of project managenent have been inplenented by PBS to
address this necessary increase in managenent effort. Project managenent
provi des the Assistant Regional Adm nistrator with a single point of account-
ability--the project nmanager--responsi ble for orchestrating a broad array of
project-related activities throughout the project-devel opnent life cycle. The
process focuses attention on the project manager and the inportance of
coordi nated planning and comitnment in the interaction of PBS organizationa
el ements. It stresses project-team organization and staffing, as well as
project control, evaluation, and direction as project delivery progresses
through the activities of the functional organizations. It enphasizes the PBS-
wi de scope of project devel opnent and delivery, with PBS organizationa
el ements perform ng coordi nated project tasks as part of a tinely, integrated
teameffort. Its guiding aimis to ensure that major projects are executed in
such a way as to best serve the long-terminterests of the government. The
foll owi ng chapters discuss project nmanagenent applications designed to achieve
this objective and fulfill the responsibilities of PBS.



CHAPTER 1. | MPLEMENTI NG PROQJECT MANAGEMENT | N PBS

ORGANI ZI NG FOR PROJIECT MANAGEMENT

The introduction of project managenent in PBS has involved the overlay of a
proj ect-based structure on an existing, function-based organization. This has
produced a conposite, matrix-type organization, with project nanagers added to
manage desi gnated projects.

A di agram of this organizational matrix appears in Figure 1 below The
undesi gnated position at the top of the diagram can represent either the
Assi stant Regi onal Admi nistrator for Public Buildings Service or one of the
regi onal PBS functional -organi zation directors. Note that the |ines of
authority down through the functional organizations (vertical axis) and |ines
of influence projected along the project managenent (horizontal) axis converge
upon a project team s individual functional-organization representatives.

PM|  a b ¢ !

PM| | a b ¢ |

PM':a b c |!

Figure 1. Project Management Organization Matrix
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The matrix organi zation retains the technical strength of PBS' s existing
functional elenents and substantially rai ses awareness of and conmtnent to
the project continuity and integrity sought through the efforts of PBS project
managers. It also provides the Assistant Regional Adm nistrator for Public
Bui l dings Service with a single, easily-accessed point of contact, account-
ability, and direct managenent involvenment at any tinme in the execution of the
project. Figure 2 provides a nore detailed illustration of coordinating
rel ati onships in the PBS project nmanagenent context.

MATRI X MANAGEMENT. The conflicts nornmally associated with matrix organi za-
tions are mnimzed in the PBS system because functional organization direc-
tors retain authority and responsibility for the acconplishnment of assigned
project activities. Project managers have no formal authority over function-
al -organi zati on personnel resources. However, the project managenent process
provi des for the preparation of a coordinated project managenent plan for each
proj ect, under which the functional -organization directors are assigned
activities for project execution. Directors nust comit their organizations
to performing in accordance with the authorized criteria for project scope,
schedul e, cost and quality.

In addition to the internal controls utilized by each functional -
organi zation director, overall project controls are exercised by project
managers to ensure the attainment of all project goals and objectives. The
project manager's efforts are facilitated by one or nore representatives
appoi nted fromeach functional organization to serve on the project team The
proj ect manager works through these team nenbers toward the acconplishnment of
project activities and rel ated project objectives.

Utimately, the project manager and the Assistant Regi onal Adm nistrator
for Public Buildings Service play the pivotal roles in the
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PBS proj ect managenent matri x. The personal capabilities of the project
manager and the Assistant Regi onal Administrator's commitnent to project
managenment are the critical conponents of this organizational process and the
key factors in the likelihood for successful project outcones.

ROLES AND RESPONSI BI LI TI ES

THE ASSI STANT COWM SSI ONER FOR REAL PROPERTY DEVELOPMENT (AC) is the PBS
program manager for project managenent. The AC s responsibilities include the
devel opnent of PBS-w de policies and procedures for project managenent
applications and the provision of guidance, instruction, training, and other
fornms of assistance in the inplenmentation and mai ntenance of performance
proficiency. The AC establishes guidelines for the application of project
managenent procedures on projects; establishes and mai ntains perfornmance
basel i nes, determ ning regional perfornmance accordi ngly; and, when appropri-
ate, directs that policies and procedures be changed to pronote maxi mum

ef ficiency. Project Managenent Pl ans are subject to the joint approval of the
AC and the cogni zant Assistant Regi onal Adm nistrator for Public Building
Servi ce.

THE ASSI STANT REG ONAL ADM NI STRATOR FOR PUBLI C BUI LDI NGS SERVI CE (ARA) is the
accountabl e regional official for the Iife-cycle managenent of all facility
acqui sitions and upgrades. The ARA's responsibilities include directing the

i mpl enent ati on of project managenent policies and procedures, exercising

di scretionary selection authority in the application of project managenent to
certain projects, and the selection and appoi ntnent of project managers.
Responsi bilities also include the direction and coordination of all project-
specific activities involving all of the regional PBS functional organiza-
tions. The ARA reports project performance and reconmmends policy and
procedure changes to pronote



maxi mum ef fi ci ency in project devel opnment and delivery. In addition to sharing
approval authority for project managenent plans with the AC, the ARA is
responsi bl e for assuring that such plans are kept current, approving appropri-
ate changes, and keeping the AC informed of all approved project managenent
pl an changes.

AGENDA STAFF. When utilized by an ARA, regional agenda staff can serve as an
i mportant resource in coordinating the resolution of project-related probl ens
that the project manager has been unable to resolve either within the project
teamor with functional -organization directors.

REGI ONAL FUNCTI ONAL- ORGANI ZATI ON DI RECTORS. The rol es and responsibilities of
PBS' s functional -organi zation directors in the regional Planning, Real Estate,
Desi gn and Construction, Real Property Managenent and Safety, and Contracts

organi zations are not significantly changed in the project nanagenent context.

Directors participate in the devel opnent of project managenent plans and
remai n responsi ble for carrying out managenent and substantive functions for
project activities assigned in accordance with the agreenents and comr tnents
contai ned in approved project nmanagenent plans. Directors are responsible for
i nt erorgani zati onal coordination, conmunication and cooperation. They are al so
responsi ble for the commtnents of their respective organi zations to project
pl anni ng, scheduling, cost control, and the uninterrupted delivery of project
assignments. This includes organi zing and depl oyi ng resources as necessary to
meet commitnents and expeditiously alerting project managers when potentia
problenms arise in their areas of responsibility.

Directors are charged with ensuring conpliance with all statutory,
regul atory, and policy requirenents bearing on project execution and associ at -
ed with the functional areas for which they are responsible. They al so ensure
t he professional and technical conpetency and conpl et eness
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of all aspects of their project performance and are responsible for reporting
performance and recomendi ng policy and procedural changes to pronote maxi mum
ef ficiency.

Directors designate one or nore representatives fromtheir respective
organi zati ons to serve on each project team These representatives maintain
open channel s of internal conmunication within their organi zations, are
directly involved in the performance of project-related functional activities,
and are able to speak for their respective directors on all matters within
established policy and procedures.

OTHER PARTI Cl PATI NG ORGANI ZATI ONS. O her GSA organi zations, client agencies,
regul atory boards, and | ocal governnments frequently play inportant roles and
make significant contributions in the project devel opnment process. PBS

functi onal organi zations are expected, in the context of project managenent,
to retain and exercise their normal responsibilities for interfacing and
coordinating with outside interests. The project nanager is expected to ensure
that all such organizations are identified, that they understand and accept
their roles, and that they are conmitted to cooperating in the neeting of
schedul ed m | estones. This requirement includes keeping the involved organiza-
ti ons adequately infornmed and providing themw th reasonabl e response tines
when their input is needed.

PRQIECT TEAMS. Each project is assigned a team headed by a project namnager and
conprised of the designated representatives of the regional functiona

organi zati ons. Team nenbers are jointly responsible in the collaborative
effort to provide project planning, scheduling, coordination, comrunication
docunent ati on, managenent, and | eadership. They are individually responsible
for ensuring that the project objectives assigned to their respective func-
tional organizations are effectively and efficiently conpleted in accordance
wi th established conmitnents.



A nore detailed item zation of team nenbers' roles and responsibilities:

THE PLANNI NG REPRESENTATI VE provi des insight into requirenments

publi shed in the annual planning call, and assures that the Prospectus
Devel opnent Study (PDS) addresses those requirenments as well as

the environnmental requirenments covered in the Nationa

Envi ronnental Policy Act (NEPA), the historic preservation

requi renents mandated in Section 106 of the National Historic
Preservation Act (NHPA), and the issues of econonic viability

covered in Ofice of Managenent and Budget Circul ar AL04 (OVB

Al04) .

THE REAL ESTATE REPRESENTATI VE supplies all of the required informtion
pertinent to project tenants and their space needs. Specific
responsi bilities include:

o] Provi ding tenant requirenments to the PDS contractor

o] Det erm ni ng where tenants can be relocated if the project requires that
their space be vacated.

o] Det erm ni ng nove requirements within the project if tenants are to
remain in affected spaces during the life of the project.

o] Briefing tenants about the project, and about what will be required of

them during the project.

o] btai ning | eased space, if needed, for tenant relocation.

o] Ext endi ng exi sting | eases, if that need arises.

o] Det erm ni ng what tenant requirenents will be paid for by the tenants.

o] Keepi ng the project manager informed of all tenant-rel ated probl ens that
may j eopardi ze the successful conpletion of the project.

o] Coordinating all tel ecommunications requirenents.

o] bt ai ni ng tenant approval of final space |ayouts.
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THE DESI GN AND CONSTRUCTI ON REPRESENTATI VE typically serves as the contracting
officer's representative (COR) for the A-E, CM and construction contracts,
with admnistrative responsibility for the schedul e, budget, and quality-
control functions related to those contracts. The Design and Construction
representative also provides the project manager with needed technical support
and the managenent of funds for design and construction services and new
construction including reinbursable funds associated with new facilities.
These responsibilities include providing the project nmanager with estimating
support and up-to-date funding data. The representative is also responsible
for identifying and providing menmbers for (A-E) selection boards and construc-
ti on manager source sel ection boards.

THE REAL PROPERTY MANAGEMENT AND SAFETY REPRESENTATI VE provi des needed
i nformati on pertinent to buildings and buil di ng operation. Specific responsi-
bilities include:

o] Provi di ng the project manager and the PDS contractor with a copy of
t heobui | di ng eval uati on report (BER)
o] Keepi ng the project manager informed of any changes in the BER Provid-

i ng speci alized support to the project manager in the areas of fire-
safety, asbestos, and energy conservation

o] Keepi ng the project manager informed about the status of repair and
alteration funds including reinbursable funds for work in GSA owned
space.

o] Coordi nati ng any nonprospectus work added to a prospectus project.

Concurring with the Real Estate representative on project aspects to be
funded by tenant agenci es.

o] Keepi ng the project manager informed of any building, operational, and
fundi ng problens that nay jeopardi ze the successful conpletion of the
proj ect.



THE CONTRACTS REPRESENTATI VE provides the contracting officer and the project
manager with needed support during the life-cycle of the project which
i ncl udes:

o] Preparing and issuing solicitation docunents for bids and offers on al
antici pated contracts.
o] Publicizing all procurenment actions associated with the project,

conducti ng negotiati ons, and openi ng/receiving bids/proposals having
i ssued required anendnents, clarifications, and conducted all necessary
conf er ences.

o] Det erm ni ng responsive, responsible bidder or offeror follow ng applica-
bl e regul ati ons, and processing contract awards.
o] Admi nistering all contracts including nodifications, paynents, exercis-

ing options, resolving clains, issuing final decisions, processing
term nations, and assessing |iquidated danmages.

PRQIECT MANAGERS are appointed to represent and assist the ARA in focusing
managenment attention on the successful achievenent of all project goals and
obj ectives, with appropriate enphases on project schedul e, budget, scope, and
quality requirenments. Project nanagers are responsible for planning, coordi-
nating, and controlling all of the primary and supporting activities upon

whi ch the successful conpletion of a project is dependent. They work with PBS
functi onal organi zations through the assigned nenbers of their project teans
to ensure that all project goals and objectives are being adequately addressed
in atinely manner and are ultimately acconplished as planned. Their further
responsi bilities include:

o] Verifying the validity and practicability of project objectives and
requi renents, scopes of work, and schedul e and budget constraints.
o] Pl anni ng, coordinating, and controlling the efforts of all GSA organiza-

tional elenents and other entities whose participation or
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support is required for the acconplishnment of the project, including
central and regional offices, client/tenant agencies, professiona
services contractors and other private sector interests, comunity
groups, and advisory or regul atory bodi es.

o] Exerci sing authority, as project team | eaders, to pronpt and instruct
team menbers regarding their comritnents and responsibilities to the
proper and tinely execution of the project.

o] Devel opi ng and securing all necessary approvals of the initial project
managenent plan and revisions of the plan during project execution.

o] Moni toring and eval uating project conditions and exerci si ng managenent
and |l eadership initiatives as those conditions require--i.e., anticipat-

ing and resolving project-related problens to the maxi mum extent
possible within vested authority, negotiating the resolution of problens
not soluble within that authority, devel oping contingency plans to
mtigate the inpact of unresolved problens, and, finally, elevating
nonnegoti abl e problens to the appropri ate nanagenent |evel for resol u-
tion.

o] Val i dating resource (staffing and dollar) estimates, justifying resource
requi renents for project execution within the overall project authority
and project funding constraints provided in enabling | egislation (or
ot herwi se i nposed), and ensuring that resources expended in project
acconpl i shmrent do not exceed all ocations.

o] Est abl i shing and nmi ntaining a project comuni cations network--i.e.
serving as the primary point of contact for information on the project;
provi di ng periodic performance reports and ot her managenent i nfornmation
sufficient to satisfy all standing central and regional office reporting
requi renents, including those for automated information systens; and
alerting regional and (through the ARA) central office officials
i medi ately when nmj or problens arise.

o] Recommendi ng policy and procedure changes to pronote maxi mum efficiency
on current and future projects.

- 10 -



SELECTI NG PROJECTS

Projects neeting the following criteria are selected for project nanagenent
application:

o] All direct-funded new construction and repair and alteration projects
havi ng construction values of $10 mllion or nore.* * *

o] All GSA | ease-purchase (least cost) projects having construction val ues
of $10 million or nore.* **

o] Al'l building purchase projects involving alteration and/or buil d-out
work valued at $10 million or nore.* * *

o] Ot her projects designated by the PBS Comr ssioner, based on sensitive or

uni que features or conditions, including major reinbursable and/or | ease
consol i dation projects.

ARA' s are encouraged to establish criteria for the |Iocal application of
proj ect managenment on other conplex or sensitive projects in their respective
ar eas.

ARA' s are al so encouraged to apply the concepts and principles of
proj ect managenent to all regional projects, including prospectus-Ieve
projects val ued between $1.5 mllion and $10 mllion. The techni ques of
proj ect managenent can and should be fully integrated into each regiona
managenment structure, business process, and operating procedure.

*For phased-construction or other increnental-delivery means involving
these project categories, the $10 mllion threshold applies to the tota
proj ect construction value, regardl ess of the amount for each increnent.
**The PBS Conmi ssioner may exclude routine, nonconpl ex projects exceed-
ing $10 mllion in construction value on a case-by-case basis.
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SELECTI NG PROQJECT MANAGERS

PROCEDURES. A project manager for each designated project is selected by the
ARA no later than the point of Central O fice authorization to proceed with
proj ect execution. For GSA-funded and | ease-purchase projects, such authoriza-
tion is issued in the formof a notice to proceed with the preparation of
docunents for publicizing the project to prospective design firns, design-
build contractors, or devel opers.* For buil ding-purchase projects, authoriza-
tion normally cones in the formof a notification of apportionnent of funds
for the building purchase.

The ARA's appoi ntnrent of a project nmanager should be announced in a
manner that nanmes the selected individual, outlines assigned duties and
responsibilities, and indicates the project nanager's placenent in the
regi onal organi zation and the comruni cati on channels to be observed.

CRI TERI A. Project managenent should be either the sole or the primary respon-
sibility of each individual designated a project manager, and the ARA should
assess the workl oads of individual candidates as a selection factor. A project
manager may have concurrent responsibility for several projects; if he or she
has coll ateral duties beyond project managenent, these duties nust be subordi -
nate to and not interfere with the performance of the project nmanager's
primry role.

In considering the avail abl e candi dates for selection, the ARA should
al so assess each candidate's capabilities in light of the requirements of the
desi gnated project. The ARA's objective should be to achi eve the best possible
mat ch between the project's requirenments and the project nanager's capability
to respond to those requirenents.

*For design-build projects, the authorization to publicize may be
del ayed until Congressional authorization of the project is reasonably
assured.



In nost instances, project nmanagers performtheir required duties
wi t hout personal |ine-authority. To be effective in the absence of |ine-
authority, a project manager nust be a good communi cat or and coordi nator; an
effective | eader, notivator, and negotiator; a superior planner, with PBS-w de
know edge of project delivery activities; and an astute observer of PBS
operations at both the micro and macro | evels. A successful project nanager
nmust al so possess a finely honed sense of perspective and timng in order to
ensure that potential obstacles to project progress are identified and
resol ved before becom ng delay factors, and that schedul ed events take pl ace
as planned and as required.

The project manager's task is a challenging one, and one unique in the
organi zati onal and functional hierarchy of PBS. The project manager nust
antici pate and eval uate the decisions required of others and ensure that such
decisions are both tinmely and appropriate for the circunstance. Experience in
the application of project managenent teaches that, through superior know edge
and performance, a PBS project manager can becone quickly established as a
respected and effective leader in the eyes of his or her colleagues and peers.
The attai nnent of such status can significantly influence the extent to which
the cooperation and support necessary for the attai nnent of project goals and
obj ectives is forthconm ng.

THE PROIECT MANAGER S AUTHORI TY

Any authority formally del egated by the ARA to a project manager should be
stated in the project manager's appoi ntnent order. As noted above, however,
proj ect managers operate in nost instances wi thout personal |ine-authority.
Accordingly, the normal function of a project nmanager is that of a staff
coordi nator for either the ARA or a designated functional-office director. It
is for this reason that project managers nust have strong staff skills.

Probl ems that cannot be resol ved by the project
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manager shoul d be el evated quickly to the appropriate PBS organi zational |eve
for resolution or for the renegotiation of the project objectives affected.

REPORTI NG LEVELS

A project manager's placenent in the regional organizational structure and his
or her related reporting relationships will be determ ned by the ARA and
described in the project manager's appoi ntment announcenent. In any circum
stance, a PBS project nanager reports directly to either the ARA or the
director of the PBS functional organization having primary responsibility for
t he designated project's execution.

G ven the personal limtations inposed by the span of control, ARAs nust
recogni ze that they may not be able to nmanage effectively both a region's
establ i shed organi zati onal el enents and a substantial nunmber of projects whose
proj ect managers report directly to the ARA. ARAs are advised to consider
limting the nunber of projects for which they maintain direct-reporting

rel ati onshi ps with project managers; with the nost significant projects being
handl ed in this way, ARA-appointed project managers involved in other projects
can report to the appropriate PBS functional -organi zation directors.



CHAPTER 2. PLANNI NG AND ORGANI ZI NG THE PRQJECT
PREPARATI ON

UNDERSTANDI NG THE PRQIECT. The first task of a newy designated or appointed
proj ect manager is to devel op an understandi ng of the background and current
status of an assigned project. The project manager mnust verify the validity
and practicability of project objectives, the scope of work, schedul e and
budget constraints, and other critical project conponents.

It is inmportant to recognize that, in the PBS project nanagenent system
described in this guide and set out in GSA ORDER PBS 3425, PRQIECT MANAGERS I N
THE PUBLI C BUI LDI NGS SERVI CE*, project nanagers are appointed after nost of
the formative project planning has been conpleted and approved. Wth the
i ntroduction of the Prospectus Devel opnent Study procedure (the details of
whi ch are covered in PBS' s PROSPECTUS DEVELOPMENT STUDY GUIDE), a substantia
anount of the planning effort and resultant project definition and deci sion-
maki ng has been noved forward to the pre-prospectus stage of project devel op-
ment. Project managers should find the level of analysis and detail required
for the preparation of a PDS helpful in their efforts to understand already-
established project goals and objectives, design criteria, inplenentation
strategi es, schedul es, budgets, and other relevant information. They should
also find that it can contribute substantially to the project managenent pl ans
di scussed later in this chapter

* GSA ORDER PBS 3425, PRQIECT MANAGERS I N THE PUBLI C BUI LDI NGS SERVI CE
(Paragraph 5a) stipulates, "The life-cycle for formal project managenent in
PBS. . . does not begin until projects are authorized. The interval from
identification of need to project authorization ... is referred to as the
proj ect devel opnent stage ....



VALI DATI NG THE PRQJECT. The begi nning of a project manager's involvenent with
a project is also an appropriate tinme for the project manager--who will be
responsi bl e for managi ng the attai nment of all project goals and objectives--
to make an i ndependent verification and validation of the practicability of
successfully conpleting the project as authorized. It should be noted,

however, that the PDS is a major source docunent for the preparation of the
proj ect managenent plan. The project manager's validation is an action
separate fromthat performed by the project design architect-engineer prior to
the initiation of design activities.

BACKGROUND DOCUMENTS. A variety of predesign docunents other than the PDS and
the prospectus may play inportant roles in a project manager's preparation
These materials can include building engineering reports, seisnm c eval uations,
hi storic building evaluations, fire and safety eval uati ons, occupationa
heal t h eval uati ons, handi capped accessibility eval uati ons, geotechnica

studi es, site and boundary surveys, area and comunity master plans, housing
pl ans, and environnmental inpact assessnents.

ORGANI ZATI ONAL | SSUES. I n preparing for the role of project team | eader, a
proj ect manager should al so review and devel op a current understandi ng of the
PBS region's organization, functional relationships, operations, delegations
of authority, key personnel, managenment support systens, and other sinilar
activities and information necessary for effective nanagenent in the regiona
envi ronnent .

STAFFI NG AND ORGANI ZI NG THE PROQJIECT TEAM

STAFFI NG | nmedi ately after appointnment, a project nanager shoul d determ ne
whi ch of the PBS region's functional organizations will be involved in the
proj ect and

shoul d be represented on the project team



The directors of those organi zati ons should be asked to identify candidates to
represent their respective organi zations on the team

In this process, the nutual intent of both project manager and director
shoul d be to select representatives with the ability to nanage and | ead the
project activities assigned through the teamto their respective organi za-
tions. The designation of a project team nenber represents a commitnent of
reasonabl e availability and dedication to the assignments that will be nmade in
the project managenent plan. To cite an exanple, team nenbers nust be avail -
able for frequent neetings and, during certain periods, daily contact with the
proj ect manager.

The project manager should be prepared to negotiate with each director
for those individuals considered nost appropriately suited for particular
assignnments. The negotiation may entail a nmore detailed articulation of the
roles and responsibilities of project team nenbers, the levels of effort being
committed for team nmenbers, the del egation of authority and responsibility
fromdirector to representative, and the concept of project team organization
and operation, including the operational interface between team and functiona
organi zation, the procedure for team organizati on comuni cati on, and ot her
appropriate procedural matters. The project manager should be nmade particul ar-
ly aware of other tasks currently assigned to sel ected representatives.

When the project teamis conplete, the team assi gnnent and the nanmes of
the menbers of the teamenter the record in the "Organization" section of the
proj ect managenent plan.

ORGANI ZI NG. The project nmanager is responsible for organizing the project
team He or she should respond to that requirenment quickly, in anticipation of
an i medi ate assignment to prepare the project managenent plan. The project
manager should initiate the organizing process by assenbling the project team
and briefing its nmenmbers on the
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project including in that briefing an initial orientation both to the project
manager's goal s and objectives for the team organi zation and to the desired
nmet hods of operation during the project's execution. Under the project
manager's | eadership, the team should then collectively devel op the organiza-
tional structure and initial nethodol ogies, systems, routines, and autonmated
procedures to be applied by the teamin carrying out its responsibilities.

Part of the organi zing process hinges on the personal role anticipated for the
proj ect manager in the day-to-day project activities managed by individua
team menbers. The extent of that role should be decided by the project manager
on a project-by-project basis, influenced by his or her personal workload
(i.e., other projects and m scell aneous assi gnnments), by the ARA s assessnent
of the relative inportance of the project in question, and by the project
manager's assessnment of his or her own know edge of and ability in specific
proj ect routines and procedures.

KEY RESPONSI BILITIES. Clearly, certain key responsibilities cannot be passed
on to other project team nenbers and nust be addressed in the teanl s organiza-
tion and operating procedures. These include the project manager's persona
responsibility for the attainment of all project goals and objectives, for the
establ i shnent and mai ntenance of overall project control, for the | eadership
and direction of the project team for the continual oversight of project
progress and status, for serving as the single point of project-execution
accountability, and for keeping the ARA and other officials continually

i nf orned.

To respond to these and other responsibilities, the project manager shoul d
general ly avoid involvenent in routine project activities, relying on project
team representatives to carry out day-to-day activities within their respec-
tive organi zations in accordance with the approved project managenent pl an.
The project teamnm s organi zati on and operating procedures shoul d provide
"observation wi ndows" through which the



proj ect manager can overview routine project activities, screen out unneces-
sary and time-consum ng details, and still provide for reports or alerts from
ot her team nenbers on potential problens and other issues or events in which
the project nmanager's involvenent nmay be essential. The project manager shoul d
prepare an appropriate listing of matters likely to require project-manageria
attention or action, to be included anobng the teanlis operating procedures. The
project team should al so recogni ze all standing PBS net hodol ogi es, systens,
and procedures, and utilize themto the fullest extent possible as a basis for
t he devel opnment of the team s operating procedures.

THE PROJECT MANAGEMENT PLAN

The project managenent plan represents the cul mination of project planning
activity. Every project neeting any of the criteria for project nmanagenent
designation detailed in the first chapter of this guide nust have a project
managemnment pl an.

The purpose, scope, devel opnent, and nmi ntenance of the project nanage-
ment plan are described i nmedi ately bel ow. Conponents of the plan--the project
schedul e, the project budget, and the assignment of project activities through
the plan's network structure--are covered in the follow ng sections of this
chapter.

PURPOSE. The primary purpose of a project nanagenent plan is to define al
paraneters of scope, tine, and cost within which a project is to be executed;
to delineate strategies for successful project inplenentation; and to estab-
lish the roles and responsibilities of all parties involved. The plan serves
as an essential "comm tnment docunent," comrunicating to all parties in the
project delivery process the necessary details of that process--who is to be
involved in the project, what activities they will be required to acconplish
when those activities must be conpl eted--
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together with other requirenents and paraneters to be observed. Sel dom
however, does a plan spell out how project activities will actually be
acconpl i shed by the functional organizations involved.

Al'l of the PBS organizational elenents slated to participate in or

support a designated project will be required to participate in the devel op-
ment of the project managenent plan, through their designated representatives
to the project team Organizational directors will be required to acknow edge

their respective roles and responsibilities, dedicate the necessary resources,
and comit to the specific schedules detailed in the project managenment plan
whi ch serves as a record both of the project teaml s assignnent and of the
project-rel ated agreenents reached anong the participants. Thus the project
managenent plan nmust be concurred in by the appropriate officials from al
contributing regional PBS organizations.

PERFORMANCE BASELI NE. The project managenent plan also serves as a firm
agreenent between the ARA and the AC on the scope, schedule, cost, and quality
factors to be enbodied in a project. Al initial project managenent plans are
put into effect by the joint signatory approval of the ARA and the AC

The central office establishes a regional performnce baseline for each
proj ect, using key schedul e and budget data fromthe approved project manage-
ment plan. Plans are kept current through the ARA s devel opnent and i ssuance
of revisions, when they are required. Project managenent plan revisions nust
be approved by the ARA and submitted to the AC for the latter's infornmation
and appropriate action, which can include the consideration of changes in the
regi onal performance baseline. Managenent-information reporting by the
regional office during a project's execution is based on status relative to
the project's |atest revised project nanagenent plan. Regi onal performance
relative



to current performance baselines on all projects is periodically reviewed by
the PBS Conmi ssioner and reported to the GSA Admi ni strator

PROCEDURES. Project managers, with the assistance of other project team
menbers, should start their project nanagenent plan preparation as soon as the
central office authorizes the preparation of docunents for publicizing the
design of a project or, for building-purchase projects, notifies the regiona
of fice that funds have been apportioned. Project nanagenent plans nust be
conpl eted, agreed upon by regional participants, approved by the ARA, and
subnmitted to the AC for cosignhature within 90 days after authorization to
initiate the project-execution phase.

A conpl et ed managenent plan nust be signed by the project manager
concurred in by the regional directors of Design and Construction, Rea
Estate, Real Property Managenent and Safety, Contracts, and Pl anning, and
subnmitted to the central office under the approval signhature of the ARA. In
cases in which other regional PBS organi zations play roles critical to
successful project acconplishnent, the concurrences of the appropriate
officials at these organi zations should al so be included. A project nmanagenent
plan is considered effective upon the approving cosignature of the AC and the
plan's return to the ARA.

PROJECT MANAGEMENT PLAN COVPONENTS

Each project managenent plan must contain, at nmininmm the follow ng conpo-
nent s:

GOALS. The first component of the plan should be a |ist of project-specific
goal s--i.e., major, desired end-results to be focused on throughout the
execution of the project. Broad in nature, project goals nmay be stated in
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terms of GSA national programs, client requirenments, schedule conmtnents,
and/ or budget limtations. Goals should have been devel oped in the PDS
prepared during the project devel opnment stage, and should need only to be
val i dat ed, updated, or supplenented in the project managenent pl an.

OBJECTI VES. Each project goal should be detailed in terns of one or nore
speci fic, neasurable objectives. Objectives are nore specific than goals, and
are based on factors that are quantifiable. If a PDS has been prepared for a
project, it should be necessary only to verify that the objectives identified
in the PDS are still valid; to update the objectives if updating is called
for; and to ensure that the objectives are conpatible with current project
goal s.

SCOPE OF WORK. This section of the plan should briefly sunmarize the project's
scope of work in "bricks and nortar" terns. Although the scope will flow
primarily fromthe design directives contained in the PDS, it should al so be
in accord with subsequent |egislative authorizations and appropriations, and
it should logically follow the plan's stated goals and objectives for the

proj ect.

| MPLEMENTATI ON STRATEGY. The strategy statements in the plan should articul ate
i mportant delivery procedures and approaches to such issues as project

phasi ng, tenant relocation, procurenment, quality assurance, client participa-
tion, input from advisory and regul atory bodi es, contract clearances, and
needed warrants and ot her del egati ons of authority. |nplenentation strategy
will normally have been devel oped in the PDS and need only be updated and/ or
expanded in the project nmanagenent plan

NETWORK. The project network is built on the inplenentation strategy and fornms
the skeletal franmework of the project managenent plan. The



net wor k depicts, graphically, each work conponent required for the execution
of the project, at a level of detail suited to the project. Wrk conponents
shoul d all be assigned estimted durations and presented in a nmanner that
clearly portrays the dependency of one conponent on another and clearly notes
the early-start and late-start dates and early-conpletion and | ate-conpletion
dates of each conponent. Those conponents on the "critical path" to project
conpl etion should be identified for specific mnhagenent attention, and the
"float" time for noncritical conponents should be readily determ nable. The
network shoul d al so specify, for each work conponent, the name of the respon-
si bl e project team nenber.

STRUCTURI NG THE NETWORK. The network structure is a key link in the |ogica
sequence of project nanagenent plan devel opnent; its delineation follows the
preparation of the project's scope of work and consists of translating all of
t he substantive conponents of the scope into distinct, definable activities
that are assignable to PBS organi zational elenents and that have an estimated
time and cost for conpletion.

"Activities" are defined as work or effort needed to conplete a particu-
lar event. Activities consunme time and resources. The identification of
activities is inportant because they are the bridge fromthe scope of work to
the project schedule, extending into project control during execution

In the network structure, the project manager should sumarize the
project's scope of work using the m ni num nunber of activities (e.g., schemat-
i c design, design devel opnment) necessary to describe the work to be done. An
excessively detailed network structure can lead to | oss of control; a project
manager may find that there sinply is not enough tinme to track nunmerous m nor
activities and continuously update a conpl ex arrangenent of activities and
schedul es.
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The devel opnent of the network structure should be a teamn de process
that gives team nenbers an opportunity to interact in the identification of
activities necessary to conplete the project's scope of work. The process is
val uabl e because it requires that the team s nmenbers think |ogically about the
way in which they will conplete the project, linking activities and m | estones
in an orchestrated way.

If a project is straight forward in nature and does not involve many
parallel activities, the managenment plan need not include a network.

PREPARI NG THE NETWORK. Team nenbers shoul d begin the networking process by
reviewi ng the project's prospectus, prospectus devel opment study, and other
appropriate docunents prepared prior to the teaml s appointnment, their objec-
tive being to identify commtted scheduling paranmeters and events that nust be
recogni zed or included in the project schedule. One of these is the planned
award date for the principal project-delivery contract (construction, de-
sign/build, etc.)--the date used by the project estimtor in devel oping the
total project cost. Oher nmlestone dates may have been established by the
adoption of one or nore inplenentation strategies.

SCHEDULI NG PROCEDURES. To nobve fromthe network structure to the project
schedul e, the team nmust systematically identify all activity interrelation-
shi ps, best acconplished through the use of either precedence di agrans or
arrow di agranms. These activity diagrans should be constructed by the teamto
show | ogi cal activity sequences from project-start to project-conpletion.

Interrel ati onshi ps between activities should be indicated in terns of
(1) individual activities that nmust be conpl eted before succeeding activities
can begin; (2) activities that nust be partially conpleted before succeedi ng
activities can begin; and (3) activities that nmust be conpl eted before
succeedi ng activities can be conpl et ed.



Next, optimum durations should be determined for all activities in the
network structure. "Optinmumduration” is the length of tine in cal endar days
required for the conpletion of an activity in the nost efficient manner
possible, with the assunption that all preceding required activities have been
conpl et ed.

The activity diagramis then converted to a tinme-based fornmat that
integrates the optinumdurations in a tineline. Wth the establishnment of a
specific start date, early-start and |ate-start and early-finish and | ate-
finish dates can be established, float-tine calcul ated, and project-mnlestone
dat es det er ni ned.

DETERM NI NG THE CRI TI CAL PATH. The final step in scheduling is to deternine
the critical path through the network diagram-by definition, the path of
| ongest duration through the network.

For projects with fewer than 100 total activities, critical activities
can generally be identified through graphic inspection. Larger, nore conplex
projects may require a tabular array of project-activity data that identifies
activities, durations, and early- and late-start and early- and |l ate-finish
dates. The identification of critical activities is itself critical, because
it alerts the project teamto concentrate on those activities in the know edge
that delays there will delay the entire project. Conmputers are frequently used
to facilitate network cal cul ations and to plot network diagrams and charts.

M croconputer software is considered nost efficient for 100- to 200-activity
proj ects.

SCHEDULE. After its identification of project activities in the network
structure, the project team should nove into the preparation of the project
schedul e.

The project schedule consists of estinated dates for nmmjor mlestones.
The schedule is drawn directly fromthe network. At a m ninum the major
m | estones should include A-E (or design-build) solicitation, design
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start, concept approval, design conpletion (for each phase), bidding, con-
struction start (for each phase), and construction conpletion (for each
phase) .

BUDGET. The budget will be item zed by budget activity (including reinbursable
budget activities) and conponents wi thin budget activities such as site,
construction, predesign, design, Mnagenent and |nspection, and other design
and construction services. The total budget anount for each fund source nust
be within the funding constraints provided in enabling |egislation (or

ot herwi se i nposed).

PRQIECT TEAM ORGANI ZATI ON. The project managenent plan's section on project

t eam organi zation should include a listing of all project team nenbers
assigned to the project, with the roles and responsibilities of each party
clearly identified. Each project team menber responsible for or associated
with one or nore conponents in the network should be shown on a project team
organi zation chart and included in an acconmpanying listing of roles and
responsibilities.

CONCURRENCES AND APPROVALS. In this section of the plan, the project manager
and the regional division directors indicate with their signatures that they
agree with the plan and will comrit resources (personnel, dollars, and tine)
to the project as outlined in the plan. The signatures of the ARA and the AC
i ndicate their approval for the project to proceed in accordance with the
del i very approach descri bed by the plan



CHAPTER 3. PRQIECT MANAGEMENT OPERATI ONS
CONTROLLI NG AND DI RECTI NG THE TEAM

The groundwork for controlling and directing the project teamlies in the
proj ect manager's organi zation of the team in the preparation of the project
managenent plan, and in the project manager's ability to comruni cate, coordi-
nate, and | ead.

In organi zing the team the project manager should ensure that al
project activities are assigned to individual team nmenbers, thus fixing
responsi bility for the managenment of day-to-day performance on each activity.
The process of defining activities itself builds a solid foundation for
controlling activity schedul es and budget - conmponent costs.

TEAM PROCEDURES. Project team procedures should include ways and neans for

i ndi vi dual team nenbers to periodically report on activity performance to the
proj ect manager and ot her team nmenbers, enabling team|evel control. As
project activities are performed by or through functional organizations,
masses of performance-related project information are generated. The project
manager must determ ne how nmuch of this information should be comunicated to
the team for performance review, analysis, and evaluation. |In general, project
managers should limt reporting fromindividual team nenbers to the |evel of
specificity and detail that can be effectively processed and that is necessary
for performance evaluation in terns of the requirenents expressed in the

proj ect managenent plan.

Proj ect team procedures should also provide for the identification of
variations from prescri bed perfornmance objectives and the determ nation
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of corresponding actions to be taken. The team shoul d devel op net hods of using
past and current performance data to forecast performance; renedial courses of
action can then be identified and applied in a preventive or corrective node
when unaccept abl e performance is foreseen.

TEAM LEADERSHI P. Because a project nanager's formal directive authority is
generally limted to that prescribed by the ARA the project nmanager's

ef fectiveness in acconplishing his or her roles and responsibilities is
largely influenced by other variables. Anbng those are the project nanager's
personal | eadership of the project teamand ability to work cooperatively with
functi onal organization directors, avoiding unnecessary involvenent in
functional organization activities. Also highly influential are the project
manager's ability to maintain negotiating parity, plan effectively, comruni-
cate perceptively, and quickly recognize, in the nountain of performance data
generated by a project, situations that require the project nmanager's persona
attention.

The project teanml s preparation of the project managenent plan can
provi de the project manager with an excellent opportunity to establish and
assert a project |eadership role and to devel op effective, supportive team
nmet hods and operating routines that contribute to the teanmis control func-
tions. The plan itself, through its assignnment of organizational roles and
responsibilities, its statement of work, and its definitions of project
schedul e, budget, and organi zation, establishes the baseline for the eval ua-
tion of project performance and the application of control procedures from
project initiation through conpletion.

DECI SI ONMAKI NG AND PROBLEM RESCLUTI ON

A project manager is both a manager of project-related decisions and a
deci si onmaker in the functioning of the project team In either capacity,



the project manager nust be highly sensitive to the inpact that key decisions
may have on project activities. The exercise of sound, tinely judgnment is an
i mportant part of the job.

A project manager's experience will generally dictate judgenent at
deci si on-poi nts that have, on past projects, proven conplex, problematic, or
ti me-consum ng. To the extent that these "turning points" can be antici pated,
t hey shoul d becone focal points for the project manager's attention

Proj ect managenent demands a w de range of decisions. One of those is
deci di ng when actual or projected performance probl ens denmand corrective
steps. In its ongoing managenment role, the project team should be positioned
to anticipate such problens and alert the appropriate decisionnmakers of the
need for action. The project manager, to ensure that the decisions nade are
timely and appropriate, should follow up on all such instances. Wen potentia
courses of action affect other project activities, those effects should be
anal yzed to ensure that the decisions made have the | east unfavorable inpact
on overall project performance. Project managers nust respect the authority of
functi onal -organi zati on directors when the issue at stake is either "how'
project activities will be acconplished or "how' any required corrective
nmeasures will be effected.

The project manager in conjunction with the project team may wi sh to set
up general procedures for identifying problens, analyzing the facts bearing on
probl enms, and devel opi ng sol utions.

UPDATI NG THE MANAGEMENT PLAN

The project manager and other team nenbers are responsi ble for ensuring that
project activities are performed in strict accordance with the current project
managenment plan and identifying situations in which
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revision of the plan nay be necessary. The project manager is responsible for
keeping the plan up to date and for preparing and submtting plan revisions
for approval whenever it first becones apparent that achi evenent of one or
nore of the project's stated goals nmay be in jeopardy. Copies of approved
revi sions should be provided to the AC and all other affected parties,

i ncl udi ng project team nenbers.

CONTROLLI NG THE SCHEDULE

Proj ect schedule control should be addressed by the project teamregularly, at
weekly (or other appropriate) intervals. Schedule control should begin with an
assessnment of the current percentage of conpletion reached for each activity
identified in the project schedule. "Percentage of conpletion" should be
judged in terns of the actually conpleted proportion of an activity. The

i ndi vi dual team nenber responsible for each activity is best positioned to
estimate the rel ated percentage of conpletion. After the percentages of

conpl eti on have been estimated for all activities, each activity's percentage
should be nultiplied by the activity's correspondi ng cost estinmate in the
budget. The products of these extensions are totaled to provide the tota

val ue of conpleted project activity to date. Dividing this total value by the
total project budget produces the overall project's percentage of conpletion.

To determ ne whet her overall project conpletion is on schedule, the team
shoul d conpare the current date with the schedul ed date for the sane val ue of
proj ect conpletion--easily documented on a graph by using curul ative cost/tine
coordi nates to plot schedul ed and actual project progress. Where it is
apparent that the project is behind schedule, it is necessary to identify
those activities causing the lag in progress. This should be done on the
network di agram by striking a current tine-line and indicating the percentage
of conpletion for each activity. Color-coding or other graphic techniques
desi gned to show proportiona



conpletion for each activity will facilitate the analysis. The network wil |
al so show which activities on the critical path are behind schedul e and which
are not.

CONTROLLI NG THE BUDGET

Budget control, like schedule control, is based on project activities identi-
fied in the network structure and carried forward into the budget with

associ ated cost estimtes for each activity. The total project budget also

i ncl udes such added, nonactivity itens as design, construction and del ay
contingencies, and targeted savings.

Responsi bility for cost-control nmanagenent on each project activity is
assigned to the functional organizations and the team nmenbers representing
those organi zations. Funding sources are also identified for each activity,

Wi th sub-project budgets accunul ated by funding source. During weekly (or

ot herwi se appropriately recurring) team nmeetings, team nenbers shoul d report
on the budget status of each activity. This information should be regularly
recorded in a chart format that |lists each activity and the budget data
associated with that activity, including the activity's baseline estinmate from
the initial project nanagenent plan, its nost recently approved estinate, its
current estimate, its cost variances, and its forecasted estimate. The project
total s under each of these headings plus the nonactivity itens portray the
project's current total budget status.

QUALI TY ASSURANCE

The requirenments for quality assurance (QA) in the project managenent context
are consistent with standi ng PBS gui dance on design review and
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construction inspection, and should be applied to cover all traditional and
nontradi tional project-delivery approaches.

Quality-related evaluation is the responsibility of the project manager
who shoul d require the appropriate reports at project nilestones and enpl oy
ot her selected nmeasures to assure that the QA programis being effectively
acconpl i shed and that quality-related project objectives are achieved.



CHAPTER 4. PRQIECT DOCUMENTATI ON

PROIECT REPORTI NG

The project manager and the other nenbers of the project team nust develop a
procedure to provide for the collection and reporting of project activity
performance data, in order to facilitate review and anal ysis of project
progress and the identification of problens requiring further attention. This
procedure shoul d acconmpdate the managenent informati on needs of severa

| evel s of PBS managenent, including the day-to-day requirenments of the project
t eam nmenbers responsi bl e for individually assigned project activities, the
weekly requirements of the project managenent team and the requirenents of
the nonthly managenent reports. It should recognize and provide for flash-
reports on circunstances requiring i mediate action. The team s reporting
procedure should al so recogni ze the continuing project-information require-
ments of other PBS reports. Finally, the reporting procedure should be

organi zed to avoid or mninmize repetition or duplication, and should take
advant age of standardi zed formats and aut omati on techni ques.

MONTHLY REPORTS. A reconmended monthly reporting format for a typical design
and construction project is shown in Figure 3. Sections of the report should
be as foll ows:

PRQIECT | DENTI FI CATION. The title of the project, as specified in the
prospectus or other authorizing docunent.
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PRQIECT STATUS. A narrative presenting any current issues and problens,
remedi al plans to resolve those issues and probl ens, and a description
of upconing activities or events of general interest to managenent.

PRQJECT SCHEDULE. A report on mjor-m | estone progress, covering
schedul e status and variances and including mlestones identified in the
proj ect managenent plan.

PRQJECT BUDGET. A status report covering each budget activity and
conponent identified in the Project Management Plan, with updates on
total funds avail able, obligations to date, current funds bal ance,
estimated future requirenents, and projected funds bal ance.

RACATS | NPUT. RACATS data i nput should be an ongoi ng process as events occur
Each tinme a schedul ed event does not occur on tine, the resulting inpact on
succeedi ng events nust be assessed and any resulting "downstrean' schedul e
changes nmust be entered. Project managers should review the PBS-1S RACATS at
| east on a nonthly basis to ensure that project status reports fromthe
functional organizations are current and conpl ete.

PROJECT RECORD- KEEPI NG

The organi zati on, devel oprment, maintenance, and ready availability of conplete
project records are vitally inportant to the project manager's perfornmance of
project related duties. The project nanager is responsible for organizing and
devel opi ng a project record-keeping systemand for ensuring that records are
mai nt ai ned and nade readily avail abl e.
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This system shoul d be coordinated with the functional organizations involved
and consistent with established PBS record-keeping policies; the functiona
organi zations remain responsible for maintaining records that traditionally
have been maintained in their respective offices.

Wt hout interfering with ongoing PBS assignhnments and procedures in the
mai nt enance of official records, the record-keeping system should confirmthe
proj ect manager's understanding of responsibilities for the custody and
mai nt enance of various project-record conponents. It should also state the
proj ect manager's expectati ons concerning the organi zation, identification
| ocati on, conpl eteness, maintenance, and accessibility of files and other
records.

PRQIECT FI LES. The project manager shoul d organi ze and devel op project files
whi ch provi de conveni ent reference information relating to ongoi ng project

t eam nmet hods, practices, and procedures. Sections of the files should address
such topics as team organi zati on, project docunentation, the project directo-
ry, the distribution matrix, approval authorities and processes, reporting

i nstructions, and other key procedural matters. The project manager should

al so organi ze and develop files containing docunents on project activities.
These docunents include a diary of the project and a repository of information
on current project status, including records of neetings, telephone calls,
correspondence, nenoranda and other similar transactions.

Docunent ati on should be placed in the project files to ensure that a
conplete collection of project-related information can be quickly and easily
| ocated by project team nmenbers, both to contribute to other current project
managenment efforts and to provide a conprehensive record of project transac-
tions that will support the resolution of future disputes and other issues.
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I ndi vi dual project team nmenbers should develop simlar files for ready
reference, focused on their individual areas of responsibility.

FUNCTI ONAL- ORGANI ZATI ON RECORDS. The project manager may, through the func-
tional -organi zati on representatives on the project team obtain conmtnents
fromthose organi zations to provi de and mai ntain "conveni ence docunents" for
use in the day-to-day activities of project nmanagenment. The project manager
shoul d exercise selective judgenent in determ ning which project docunents
will be required for personal review, and should comruni cate those determ na-
tions to each team nenber, specifying (in witing) those docunents to be
copied for the project manager's reference.

PROQJECT CLOSEOUT

When a project is conpleted, the project manager is responsible for ensuring
that the project's records are conplete and that a systemis in place that
enabl es the appropriate personnel to identify and | ocate needed project-record
docunents.

The project manager should anticipate a subsequent post-occupancy
eval uation of the conpleted facility by an evaluation team and provide
speci fic guidance for locating project records that will be required for the
team s activities.

Finally, the project nmanager should prepare and submit to his or her
appointing authority a report that summarizes the project team s performance
on the project. The achi evenent of project goals and objectives should be
addressed specifically. The project manager's report should conclude with
appropriate recomrendati ons for inproved performnce or efficiency, particu-
larly including recomendati ons relevant to the application of project
managenent at PBS.
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